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 Abstract 
Up until now design and architectural projects without commercial value have been carried out 
by larger corporations that have had enough resources to expand in these areas with long-term 
perspectives and become cultural mediators. However, as a result of the growing trend to 
evolve from philanthropic donations to strategic CSR, intermediary smaller organisations have 
emerged as cultural consultants, providing tailored solutions aligned with the vision and the 
needs of a company. Given the author’s internship experience in the cultural consultant 
experimenta, this thesis aims to define, illustrate and suggests evaluation methods for design 
and architectural projects as well as provide a practical exemplification with Amorim 2020. 
Acknowledging the current complex situation in terms of value creation measurement of these 
kind of projects, but considering its relevance, a broader framework based on the SROI 
methodology is finally proposed, together with recommendations and potential lines of actions 
on its application. 
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1. Introduction 
The author of this paper was called to work as a Production Assistant at experimenta design’s 
Production Department for a 6 months internship, contributing to the organization, 
development and management of its ongoing and new projects. Experimenta is a Portuguese 
non-profit organisation based in Lisbon, a knowledge production unit and a content diffuser in 
the areas of design, architecture and project culture. It has been responsible for the organisation 
of Lisbon Biennale for almost 20 years (1999-2017), helping to evolve the design culture in 
Portugal and bringing around 1.130.450 visitors in its capital (Domusweb.it, 2017)[1]. 
Thereafter experimenta has decided to change its modus operandi, switching from being a 
cultural event organiser to serving as a cultural consultant to businesses which are interested in 
undertaking strategic investments in the areas of art, design and architecture. In particular, the 
focus of the collaboration between the author and experimenta was the new project with the 
renown Portuguese cork company Amorim, called Amorim 2020 (code name), already under 
way now but that will eventually take place in 2020 as a public urban installation in New York. 
In these 2 years of preparation experimenta will be responsible to frame, produce and 
communicate all the project´s design and architectural outputs; in other words, it will be in 
charge to follow the production of the design pieces, to plan the exhibition and to coordinate 
the communication campaign. The tasks that the author was mainly involved during this time 
span were related to the budget documentation structure, a fundamental step in the projects’ 
production since it represents a phase during which the project itself is better defined and trade-
offs are identified. The idea of this Work Project took form while developing budgets that only 
involved cash outflows and reflecting on what could be the non-monetary impact generated as 
well as how to measure it. Indeed, the design and architectural projects taken into account in 
the following analysis are those for which a commercial value can’t be traced, for example as 
public installations or exhibition of unique pieces. By commercial value is meant the actual 
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price a certain product or service is worth, established by jointly assessing production costs, its 
overall market value and the perceived value of the targeted group of customers 
(BusinessDictionary.com, 2018)[2]. Therefore, products or services without a commercial value 
are exempt from any price computation, given the fact they are not meant to be sold; however, 
this doesn’t exclude that their market shouldn’t be analysed and that a targeted audience 
shouldn’t be identified. In fact, they can still generate some other kind of value for the investor, 
in this case Amorim. The ultimate purpose of this Work Project is to eventually provide a useful 
framework to experimenta and similar organisations in order to further engage possible 
investing companies by making them more aware of the results that can be achieved. 
  
2. Design and architectural projects and their cultural impact 
2.1 Definition and differences between art, design and architecture 
In order to better understand the content of the following Work Project it is important to firstly 
provide a description of the main differences between art, design and architecture that certainly 
have many areas of intersection but that shouldn’t be confused. Maria Khan, designer from 
Simon Fraser University, states that "Art derives from our external and internal experiences, 
from how we view the world and what we want to vocalize. Design, on the other hand, is taking 
a problem and finding solutions for it.” In other words, design is a human centered discipline 
meant to fulfil a need of a final user who is not addressed in the art world; art doesn’t have any 
function except the artist’s willingness to express the self and challenge the viewer (Samim and 
Fardi, 2016)[3]. Lastly, architecture can be defined as the design activity of the architect that 
takes place either on a macro-level (urban design, landscape architecture) or on a micro-level 
(construction details and furniture). As their economic value is concerned, an art piece attains 
a commercial value only when and whether sold to a buyer, while a design or architectural 
piece should theoretically always attain one, corresponding to the price the targeted final user 
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is willing to pay. However, there are some graphic or product design pieces and architectural 
works that follow more closely the art business model than others, which makes very blurred 
to distinguish the line between the disciplines. This new intersection has given birth to design 
works that account for a final user but that are not going to be sold. Nevertheless, it can be 
stated that all the three disciplines eventually fall in the broader category of cultural products 
(Snowball, 2018)[4], by providing the raw materials for the formation of identities, working for 
the construction of social cohesion and fostering innovation and creativity. They have the 
power of creating engaging encounters that encourage people to visit, gather and socialise. 
Either meant or not to be sold, their economic influence plays an important role in a time when 
the growth of leisure occasions, education and disposable income has led to an increasing 
consumption of leisure and cultural goods. Indeed, we are witnessing a rising international 
interest in the potential of cultural and creative industries to drive sustainable development and 
generate inclusive job opportunities (Snowball, 2018)[5]. This concept dates back to 2004 to 
Richard Florida’s book “The Rise of the Creative Class” which reports that strategies 
promoting creativity and artistic assets has blossomed in different regions as means for 
attracting young and creative professionals. Now, more than 10 years into this experiment, 
there are enough data to say that artistic clusters are an important variable that millennials value 
when for example looking for a place to live (Points, 2017; Florida, 2015)[6]. 
The present day relevance of design and architecture 
Creativity has never been more important than today: the global economy is stuttering and 
disruptive technologies keep on challenging established business models. Design is one of the 
most important creative disciplines within the context of the 21st Century, a problem-solving 
methodology that integrates aesthetics and ethics, economy and culture, sociology and 
engineering. Since it is human-centered it has a tremendous capacity to create solutions for a 
fast-changing society, where flexibility and adaptability are paramount. Thanks to design: 
5 
 
● The people’s needs, technology possibilities, and business success can be put together 
● Knowledge can be created and shared 
● Innovation and economic development can be promoted.  
The design methodology has also been applied in architecture, by stressing the importance of 
minimization of negative environmental impact and maximisation of connection between 
people and nature, arising the social responsibility that architectural works embody because of 
the influence that can have on people’s life. For the purposes of this research, design and 
architectural projects can comprise physical outputs (installations, graphics, etc..) as well as 
activities, laboratories or classes that have educational or social objectives, and where artistic 
and design-thinking methodologies are leveraged to reach them. To fully take meaning of this 
kind of projects a more thorough description of the 7 phases that constitute them is given in the 
next section.   
2.2 Project framework 
The British Contemporary Art Society outlines a remarkable guide (British Property Federation 
and researched by the Contemporary Art Society, 2017)[7] concerning how best to work with 
designers, artists and architects to develop cultural strategies and art programmes so that 
optimum results are achieved and risks are minimized along the way. Such guide illustrates the 
main 7 phases of each project: 
1) Briefing: Preparing the brief is crucial since it should identify a definite proposal with an 
adequate budget to install an excellent work. The brief is a set of criteria that must be agreed 
and should enable all those involved to understand as clearly as possible the aims of the 
commission and its timeline; it should be accompanied by statements of significance and needs 
which acknowledge the specific context and the intention of the new work. Figure I shows 
graphically the main points which have to be discussed at this stage. 
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The outcome of this first phase is the Booklet, typically a small, thin book that provides all the 
information mentioned above. Here the indications over dimensions, materials, the budget and 
the programme for the production and fabrication are more or less thoroughly presented. The 
more the Booklet is detailed, the less the designer’s creativity will be free, but the more the 
project can be evaluated (together with its costs and impacts). 
2) Designers, architects and artists´ selection: choosing the right creative mind makes a 
significant impact on the success of the project since a bit of delicate matchmaking can make 
all the difference. Understanding the ‘fit’ for the commission is where art expertise can be most 
valuable - which might require an art advisor, curator or cultural consultant: is a big name 
required to add notoriety, or is this an opportunity to unearth an emerging talent?; Is a radical 
creative approach desired or a safer known quantity? Each artist brings its own way of working 
(British Property Federation and researched by the Contemporary Art Society, 2017)[7]. 
3) Development of a proposal: the designers, artists and architects have to be briefed, given 
access to the site, provided with all the context information and liaised with relevant parties 
and project teams when possible. All these steps are important to support the development of 
concept proposals, normally outlined with detailed visualisations/models, text describing ideas, 
research and key concepts. It is recommended to enter into a two-stage contract with the 
designers so that their fee payments are made upon completion of key milestones previously 
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defined in the Booklet. This approach provides security to the commissioner or cultural 
consultant by linking payment to key deliveries (O’Donnell and Boyle, 2008)[8]. 
4) Fabrication and installation: following the approval of the artwork proposal, the fabrication 
and on-site installation phase begins. This might include consultation with design teams, 
structural engineers, materials specialists, planning authorities and specialised fabricators. 
Specific permissions and safety might be needed. 
5) Ongoing-maintenance: it can be necessary to plan the ongoing maintenance of the outputs 
produced in case they will be permanent. 
6) Communication campaign accompanying the whole project: it consists in organized 
communication activities involving traditional and digital media. Such activities might involve 
newsletters to the cultural consultant’s contacts database, communication one-to-one, social 
media updates, participation to events with wide reach in the cultural area, PR, editorial 
coverage, design of posters/leaflets, brand image and finally the creation of different 
communication platforms (books, dedicated websites, documentaries, mobile Apps).  
7) Effective project management throughout the whole program: a transversal phase which has 
to ensure that the milestones are met during the whole process, changes are managed effectively 
and key stakeholders are engaged in delivering the work. 
Given the rising relevance of design and architecture, some companies have decided to 
undertake investments in these fields as business expansion strategies or corporate 
sponsorships actions as explained in sections 2.3 and 2.4 below. 
2.3 Business expansion 
Business expansion into design and architecture consists into creating specific business units 
responsible to develop projects in these fields. These business units are directly and 
strategically controlled by the parent company so that the activities and the outputs generated 
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can be leveraged to benefit the parent company’s products or services in a broader long-term 
strategy. There are mainly 2 identifiable benefits: 
1. Business expansion can serve as a strong showcase of corporate values and mission 
given the full control over the cultural program developed (which can expand among 
performances, exhibitions, projections, concerts, conferences, installations, etc.). The 
programs reinforce what the parent company is doing by laterally echoing and 
supporting its activities from a different perspective. 
2. If expanding and sponsoring strategies might not register significant changes for the 
final users, they have different impacts on the personnel. Indeed, the long-term 
resources invested in these areas can be strategically used to set up HR programs to 
engage workers, recording benefits on their morale and fuelling innovation inside the 
company. 
Such first methodology of expansion is preferably chosen by companies which aim to be 
engaged with design and architectural projects for a longer time span, since it requires an 
investment in highly specific resources to eventually emerge as a cultural producer and 
mediator. Recent meaningful examples are those of the fashion houses Luis Vuitton and Prada 
which gave birth to their Foundations thanks to multimillionaire investments, respectively in 
the Parisian Bois de Boulogne, and in the Italian cities of Venice and Milan. Louis Vuitton 
Foundation counted more than 1.400.000 visitors in 2017 and provided the venue for its 
women’s 2015 fashion shows (Fondation Louis Vuitton Press Kit, 2014)[9]. Foundation Prada 
2017 report states that “Art, architecture, literature and film are just some of the cultural 
disciplines that represent continuous sources of inspiration for the Group. Interaction with 
these apparently distant cultural spheres has led to a number of special projects that, over the 
years, have helped define the many facets of the Prada world.” (The Prada Group Annual 
Report 2017, Pag. 35, 2018)[10] Also Pirelli S.P.A., one of the largest tire manufacturer of the 
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world, opened a permanent site for contemporary art and design, named Hangar Bicocca and 
located in the Bicocca district of Milan. The building used to be a Pirelli factory and it was 
converted into 10,900 square metres of exhibition galleries in 2012. Throughout these years it 
has presented major solo shows and offered educational activities for kids, schools and 
universities. “High art and sleek, brilliant design are ways of communicating Pirelli’s values 
and culture as an unconventional and innovative company.” - Marco Tronchetti Provera 
(Pirelli.com, 2015)[11] 
2.4 Corporate sponsoring 
A different investing option occurs with corporate sponsoring: a form of marketing in which a 
payment is made by a company for the right to be associated with a project or a program 
(Kenton, 2018)[12]. A common template for corporate sponsorships entails a collaboration 
between a non-profit organization and a sponsor corporation (called investing company), but 
it’s not the same as philanthropy, which involves donations to causes that serve the public good 
but that may not yield any return. Compared to business expansions, corporate sponsorship is 
said to help firms to perform well in their core competencies, hinder risk and mitigate a shortage 
of highly specialized skills or expertise. Here the role of the culture consultant (also called 
intermediary) becomes consequently paramount: an external company not only in charge of 
co-creating the project and managing its cultural impact, but also called to deploy its know-
how and leverage its network in this niche market so that a bridge between the investing 
company and the architecture and design market can be built  (Justin O’Connor, 2000)[13]. The 
intermediary is responsible for offering guidance and recommendations on behalf of the 
investing company and providing advocacy for the project. Moreover, it takes care of the 
selection process of suitable artists, designers and architectures and briefs them: great artists 
are in demand and a well-regarded advisor can facilitate access and encourage their 
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participation (British Property Federation and researched by the Contemporary Art Society, 
2017) [14]. 
 
3. The budgeting process in project management 
3.1 Introduction to the budgeting process 
In the first phase of the Project Framework provided in section 2.3, a draft of the budget is 
already discussed and reported in the Booklet. Regardless the format of the project (business 
expansion or corporate sponsorship), no project plan is completed until a budget projection is 
estimated. It is a fundamental step during which the project itself gets better structured; only 
after the budget feasibility approval it can be said that the project will really take life. Therefore, 
the following sections will outline the budgeting process of design and architectural programs 
and the techniques used. 
3.2. Budget definition and computation techniques 
James P. Lewis mentioned that the basic characteristic of each project is a triple limit, expressed 
through the scope of the project, the time and the budget, so that each of these items affects 
significantly the quality (James P. Lewis, 2010) [15]. Figure II: 
 
The budget is one of the most important internal administrative tool and corresponds to an 
estimate of costs, revenues, and resources over a specified period, reflecting a reading of future 
financial conditions and goals. Most project expenditures follow an S-Curve pattern over time: 
resources expand slowly, ramp up rather quickly as more are utilized and then taper off as the 
project comes to completion (Shohreh Ghorbani, 2017)[16]. Knowing the timing of expenditures 
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on a project will assist management in planning appropriately (Kerzner, H., 2002)[17]. Figure 
III: 
  
Therefore, a budget serves as a plan of action for achieving quantified objectives, for measuring 
performance and for coping with foreseeable adverse situations (BusinessDictionary.com, 
2018)[18]. It is consequently an integral part of running any business efficiently and effectively. 
The budgeting process begins by establishing assumptions for the upcoming period which are 
related to the projected sales and cost trends as well as to the overall economic outlook of the 
market, industry or sector (CIMA Official Terminology, 2008)[19]. The budget is published in 
a packet that outlines the standards and explanations of how certain calculations were made. It 
should be constructed in a top-down format, so that a master budget contains a broad summary, 
while separate documents contain supporting budgets rolling up into the master one and 
provide additional details (Welsch, Hilton and Gordon, 2010)[20].  
3.3 Budgeting costs 
According to the Work Breakdown Structure (WBS), the complicated tasks have to be 
subdivided into smaller ones, called “until level” so that becomes easier and more precise to 
estimate how long they will take and how much they will worth. Once the project has been 
broken down into unit levels and each cost has been estimated, project managers are able to 
calculate the overall project costs in a process called cost aggregation (Adrienne Watt, 
2018)[21]. In order to come up with a reliable cost estimation, different computation techniques 
can be used, bearing in mind the trade trade-off between accuracy and relevance: if the piece 
of information we are looking for is worth the time of the research, then it is better to spend 
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efforts investigating to elaborate a more accurate evaluation; on the other hand, if the 
researched data is not regarded as a determinant one for the sake of the budget comprehension, 
a more general evaluation can be provided. The most renown techniques for this purpose are 
analogous estimating and bottom-up estimating (Adrienne Watt, 2018)[22]. Analogous 
estimating is based on similar projects amounts, adjusted according to the judgment of the 
person who makes the estimate. This judgment is considered more objective if the project 
consists of activities that are common to many others that were done before, since average costs 
are available per unit. In such cases, some of the factors which determine the activities’ output 
turn into measurable parameters that can be used in an equation to predict the final cost result 
(parametric estimates) while other project-specific parameters are used as variables to refine 
the final estimate. This methodology, combined with the experience of the estimator, can 
produce meaningful results during the first stages of design and architectural projects when 
limited information is available. On the other hand, Bottom-Up Estimating is the most accurate 
but time-consuming method. It works by identifying the cost of every item in each activity of 
the schedule and by summing them up to finally reach higher levels. 
Earned Value Management Analysis 
Once the budget is structured and the project takes off, a periodical comparison of the budgeted 
costs with the actual ones is performed. The Earned value management (EVM) is a meaningful 
analysis to keep track of the project’s progressions and its most used indicators are SPI and 
CPI. SPI (Schedule performance index) gives an indication of how much of the project is 
completed and consists in the ration between the amount of work that should have been done 
by a particular date (planned value - PV) and the work that has actually been done (earned 
value - EV), represented in cost terms. If SPI is greater than 1, more work has been completed 
than the planned one while if it’s less than 1 you are behind schedule (Fahad Usmani, 2017)[23].  
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CPI (Cost Performance Index) helps to analyse the efficiency of the costs utilized during the 
project, expressed as a ratio of earned value (EV) to actual cost (AC). This indicates how well 
the project is remaining on budget: if CPI is less than 1 the project is over budget, while if it’s 
greater than 1 you are performing well against the budget (Fahad Usmani, 2017) [23]. 
 
 
4. The profitability analysis 
After that the cost side of the budget is completed and an overview of the future cash outflows 
is estimated, an evaluation of the monetary benefits of the project proposal is normally 
computed to perform a profitability analysis that compares costs with revenues. The 
profitability analysis is a component of the enterprise resource planning (ERP) that supports 
the project sponsor decision whether to undertake the project or not (Davide Sartori, 2018)[24]. 
The methodologies most widely used for the profitability analysis are: 
● The Net Present Value (NPV) which considers the current value of future net cash flows 
discounted by a discount rate computed using the expected return of other investment 
choices with a similar level of risk [22]or the costs associated with borrowing money 
needed to finance the project (Berk, DeMarzo and Stangeland, 2015)[25]. 
● The Return on investment (ROI), a ratio which directly measure the amount of return 
on a particular investment, relative to the investment’s cost (Chen, 2018)[26].  
As far as design and architectural projects without commercial values are concerned, the 
outputs produced are not meant for sale and won’t generate any stream of revenue. Therefore, 
the cost-effectiveness study based on the NPV or on the ROI can’t be adopted neither to gauge 
the value generated or to support managers’ investing choices. However, not having a 
commercial value doesn’t imply that other forms of added value or indirect impacts can’t be 
generated, rather than another approach has to be chosen for this specific evaluation. 
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5. Alternative costs-benefits analysis for design and architectural projects 
To develop an alternative costs-benefits analysis, the financial studies need to be backed up by 
investigations in other areas, namely strategy, cause marketing and CSR. More specifically, 
CSR frameworks can be considered and adapted to further investigate the possible returns 
generated. To do so, a general overview of CSR is provided. 
5.1 Definition of strategic CSR, its benefits and its future challenges 
Corporate social responsibility is defined as a self-regulating business model that helps a 
company to be socially accountable - to itself, its stakeholder and to the public - in ways which 
go beyond what is strictly required by the law (James Chen, 2018)[27]. It represents an 
investment that profit maximizing firms undertake in social capital jointly with the production 
of public goods. The main fundamental embedded in CSR is that no business corporate can act 
isolated from broader issues of society, ending up competing beyond technology, products and 
services’ quality and price (Chahal and Sharma, 2006)[28]. The realm of CSR is genetically very 
broad hence its “antecedents” should be understood before elaborating any CSR strategy, 
namely: the organization culture, its human resources, its products and services, the social 
development activities and the regulatory environment. Even though the effects of CSR on the 
economic results are complexed to trace, investments in this area have increased over the last 
decade and it’s consequentially important to understand their rationale (Homroy, Banerjee and 
Slechten, 2015)[29]. Only from an economic perspective, there are 2 main benefits that a 
company gets: 
1.  CSR is an advertising and product differentiation tool to gain a competitive advantage 
in hyper competitive markets where people derive utility from consuming products and 
services produced in socially responsible manner. 
2.  CSR is a way to increase employee and client retention by building trust, a more and 
more important factor as trust in businesses is declining (Stern, 2018)[30]. 
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As the slow economic recovery continues to dampen corporate profits, more CEOs are shifting 
their traditional and purely philanthropic charitable giving programs to more strategic ones: 
specific actions or investments aligned with the corporate culture and mission are undertaken 
so that benefits both to the society and the business are guaranteed. Design and architectural 
projects with no commercial values can fit in the category of CSR strategies. 
5.2 Investing decision in strategic CSR 
In the article entitled "Why Sponsors Sponsor," the author Jim Karrh lists the four criteria that 
are used by most companies in assessing whether to undertake an investment in CSR or not: 
 
Figure IV 
1) Relevance: the cause must be relevant to the company's products or service. 
2) Branding Fit: there must be a good fit with the overall company brand. 
3) Mission Alignment: the partnership must align with a company's mission. 
4) Business Result: the company must believe it can achieve some measurable business result 
through the partnership. 
To make sure that number 4) is achieved the LBG model and the SROI method come in handy, 
though they have to be adapted to design-led CSR strategies. 
5.3 London Benchmarking Group model applied to design and architecture  
As design-led CSR strategies are concerned, the rise of strategic CSR programs results in 
greater expectations on the intermediaries to prove the value of their work to the investor by 
identifying and measuring results. As a good starting option to measure inputs, outputs and 
outcomes the London Benchmarking Group model can be adopted to inform the management 
about the direction of the project (Lbg-online.net, 2018)[31]. The Figure V reported below 
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represents graphically this framework, adjusted for design and architectural scopes by the 
author. 
 
“Stakeholders” are people or organisations involved in the project in some way and that, more 
specifically, experience change as a result of the activity. “Inputs” are the resources that the 
investing company provides to support the design and architectural project or programme, 
while “Outputs” is what happens because of the resources committed. Finally, “Impacts” are 
the changes that occur to namely to individuals, the environment and the company, in the short 
or longer-term, as a consequence of these activities. Once the major impacts generated are 
understood, a way to quantify them should be designed, so that managers would know which 
impact their contribution yields as well as make more informed investment decisions. At this 
purpose, the SROI methodology can be used. 
5.4 The SROI methodology to measure impact 
Although the SROI index (Social Return on Investment) has been deployed to measure the 
extra-financial value for various social investments, it still remains unexplored in the areas of 
design and architecture, mainly because of its subjectivity  (Krlev, Münscher and Mülbert, 
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2018)[32] and the problems with most of the arts-related data collection systems which tend to 
not be “anchored in any theories about the societal impacts of the arts” (Maria Rosario 
Jackson). The SROI was first put forth by ‘Roberts Enterprise Development Fund’ in the USA 
and has then been developed further by the ‘new economics foundation’ in the UK. It is a 
methodology that puts financial 'proxies', expressed by a price, to those impacts which do not 
typically have market value. This process is called “monetization” and to be completed the 
intermediary has to: 
1) Ensure to have an efficient data collection system in place to be able to estimate price values 
and correctly compute the SROI. The data collected may be available from existing sources 
(internal or external) or from a new collection systems set up for the project. Examples of 
methods to use during this evaluation are the willingness-to-pay, the value game or satisfaction 
surveys. Although monetization has a considerable number of shortcomings it represents a 
possible pathway in the current landscape of cultural impact measurement (Socialvalueuk.org, 
2015)[33]. 
2) Considering soft outcomes which are harder to capture in the monetization process, it is 
important to acknowledge the risk of subjectivity involved and transparently describe the 
computation methods for the monetization so that SROI´s overestimations are avoided. Only 
in this way the intermediary can provide important insights preserving its accountability. 
Once the monetization process has been completed, the SROI is obtained by comparing social 
returns (sum of cultural, social, environmental and economic impacts values) with the costs 
needed to finance the project: 
 
It is worth to highlight that the goal of the SROI analysis is never to just come up with a number, 
but provide a holistic framework used as a narrative to ensure consistency between resources 
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and objectives throughout the project so that stakeholders can get more involved (Salverda, M, 
2016)[34]. Two different typologies of SROI analyses are identifiable: an “evaluative” one 
which is conducted retrospectively and a “forecasting” one which predicts the future value 
creation. As the latter one is examined, its approach is structured similarly to the NPV one (left 
side of Figure VI) but it is broadened by taking into account social, cultural, environmental and 
economic impacts which are traditionally overlooked.  
 
During the internship the author had the chance to observe that the SROI forecasting method 
is still far away from being applied because of the complexity to monetize the future impacts 
generated, while a backward one, illustrated in the next paragraph, is preferred. 
Backward SROI approach on similar projects 
A backward SROI approach functions as a performance measurement model that evaluates the 
impacts of a project a posteriori thanks to a series of KPIs developed through internal or 
external data collecting systems (Left side of Figure V). As an investment decision tool, it 
analyses the performance of one or more previous similar projects, taken as a baseline and used 
to understand what kind of value can be equivalently generated. The more the intermediary 
scores high KPIs in the projects it delivers, the more its reputation increases, its expertise in 
the field grows and its cultural intervention’s areas broadens. These results scored, ultimately 
summed up in the Evaluating SROI, will suffer less from the monetization process’s 
subjectivity because the financial proxies refer to something that has happened in the past and 
whose impact is more tangible and measurable through the KPIs. Thanks to the Evaluating 
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SROI the intermediary´s trust and accountability is built. In conclusion, even though the 
forecasting SROI is theoretically a more precise and complete method because specific to the 
project that the investing company intends to finance, the backward approach is normally the 
preferred one in practice because it allows to come up with a valuable estimation of the 
performance of a previous similar project, used as benchmark and as a source of information 
about the quality of work provided by the intermediary. 
 
6. Practical application 
A presentation of experimenta, Amorim and Amorim 2020 is given to exemplify how design 
and architecture projects can be aligned to the company goals and generate cultural impacts at 
the same time. An overview of how the SROI evaluative and forecasting frameworks are 
applied in the investing decision will be also shown. Finally, from Appendix 12 to 16, the 
Amorim’s budget documentation, the timeline and the earned value analysis can be found. 
Disguised numbers were used.  
6.1 The intermediary - Experimenta 
Experimentadesign is a non-profit cultural organisation created in 1998 in Lisbon, committed 
to promoting culture, design and architecture in Portugal and abroad. It involves and energizes 
a wide range of interlocutors such as creators, theorists, academics, businessmen, politicians, 
government officials, students and the general public. The final outputs that experimenta 
delivers take place in various formats which range within exhibitions, workshops, seminars, 
conferences, books, documentaries and websites. During the years of Lisbon Biennale (1999 - 
2017) its main sources of revenue were public and private grants (as those from Governo do 
Portugal, Turismo de Lisboa, Câmara Municipal de Lisboa, Heineken, Luso, Caixa Geral de 
Depositos, Nissan, etc)[35]. At the beginning of 2018 the association went through a 
reassessment of its business model, switching to a project-base structure. Therefore, the 
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business & consulting area became the most relevant source of income to guarantee its 
sustainability: by offering strategic design, consulting, curation, communication and project 
management services experimenta has elaborated an innovative way to conjugate culture and 
business. Assuming design, culture and creativity as differentiating factors, capital gains and 
resources, it develops integrated responses for clients in the private economic fabric and in the 
institutional environment. In conclusion, experimenta is an ideal working partner for those 
companies looking for innovative and cross-cutting solutions to the challenging context of the 
21st century, with a view to increasing competitiveness, revitalizing, conquering new markets, 
internationalization and differentiation. 
6.2 The investing company - Amorim 
The Amorim Group is one of the largest, most entrepreneurial and dynamic Portuguese 
multinationals and family business specialized in the production and distribution of cork. Its 
origins dates back to 1870 and since then, it has been operating with the same entrepreneurial 
vision, responsibility, diligence and innovation through several generations. Today it has 
become the world leader in the industry hitting a market share of 62,7% and representing 
around 3% of the national Portuguese exports (Information Bureau, 2016)[36]. With the mission 
to respect the principles of economic, social and environmental development, the Amorim 
Group incorporates industries as diverse as aeronautics, automotive, telecommunication, 
construction and winegrowing. Observing the maxim «not just one market, not just one client, 
not just one currency, not just one product», the group started to overcome geographical 
borders and constraints and presented cork to the world. 
6.3 The project - Amorim 2020 
In 2008 Amorim commissioned two design and architectural projects to experimenta, namely 
Materia and Metamorphosis[37]. Materia aimed to present new perspectives around corks in the 
European market and to challenge the prejudices around its usages for aesthetic purposes: 
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"Cork is a material which is certainly worthy of attention in design. Its appeal lies in the 
combination of its old-world appeal and new-world technical capabilities." - Jasper Morrison 
(Product designer)[38]. Materia presented cork as the leading material for the 21st century, not 
only for high-performance applications as aeronautic, construction or wine-producing, but also 
for the everyday life of any urban dweller. The collection of objects produced was meant to be 
for sale. Metamorphosis was an experimental project which gave total creative freedom to the 
designers and architects so that new cork applications and functions could be discovered and 
used as a source of inspiration. The outcomes didn´t have commercial value. To give continuity 
to these two previous programs, Amorim now wants to strategically communicate in the north-
American market to further expand in such geographic area and acquire a competitive 
advantage to defeat competition. Indeed, Amorim exports cork in more than 100 countries, but 
one of the largest share of production goes to the U.S., a geographic area that grew in sales by 
2.7% in 2017, following its eighth year of expansion and strengthening its position as the 
Group’s most important sales destination (21% Amorim total sales) (Amorim Annual Report 
2017)[39]. This improvement was not wholly a result of the exchange rate effect: volume 
growth, the sales mix and continuous effort to take the best advantages of such strong market 
have also contributed growing the importance of the US. Therefore, the project Amorim 2020 
aims to increase the knowledge around cork and its usages in this territory and, more 
specifically, about Amorim by producing urban architectural pieces with no commercial value. 
The strategy proposed by experimenta consists in two axes; the first one, directed to the past, 
identifies the US historical interest around cork in the period between 1920 and 1980, when in 
Portugal it was a material bashfully hidden in the constructions or deployed only for social 
projects because regarded as a low-class material. During those same years, a generation of 
elite American architects, such as Frank Lloyd Wright, Marcel Breuer and Richard Neutra, 
already considered cork as a material of excellence. For this axis, a research unit will be created 
22 
 
to produce systematic knowledge, composed by a partnership between Portuguese and 
American universities, coordinated by experimenta. The information collected through this 
process will give birth to a book and will feed the different media used in the communication 
campaign. The second axis of the project is about the future role of cork and it challenges 
creative minds to elaborate site-specific proposals for urban contexts. The briefing will address 
essential themes such as urban mobility, urban flexibility and sustainability. Experimenta will 
be responsible to appoint architects who can add value to this material and to Amorim in the 
American market and back them with an effective communication plan. The Amorim Group 
will have the chance to directly dialogue with some key American cities, to consolidate its 
innovative image and build new dynamic relationships with this foreign country. New York 
has been chosen as the city to develop this axis, because of its importance as crucial creative 
point and because of its legacy with architecture and design, elements that would eventually 
provide unique resonance to the project. 
6.4 Alternative evaluation of the project Amorim 2020 
After that the budget documentation for the 2 years was completed by experimenta and costs 
were estimated, the author proceeded developing an exemplification of how the SROI 
evaluative and forecasting methodologies could be applied to the Amorim 2020 project 
(graphically reported below, Figure VII).  
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Evaluative SROI of First stone  
In the evaluative case (left side), the impacts of other 3 projects that experimenta was appointed 
to curate have been taken into consideration. Two are the Amorim previous projects Materia 
and Metamorphosis (explained in paragraph 6.4) while the third one is First Stone, selected 
because of the similarities with Amorim 2020: indeed, it’s a research programme that explores 
the potentials of Portuguese stone by developing design and architecture applications. Over 
2016 and 2017 it accomplished exhibitions in Venice, Milan, Weil am Rhein, São Paulo, 
London and New York which aimed to highlight the stone’s qualities as well as the vast 
industry that is connected to its extraction and transformation. The outputs produced were 27 
pieces, a conference, a website, a book, a documentary and 2 mobile Apps. In the Figure VIII 
below a more thorough description of the SROI evaluative method is reported for First Stone.  
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Forecasting SROI of Amorim 2020 
As the Forecasting method is examined, the SROI analysis will be configured as the following 
in Figure IX. 
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7. Final discussion and conclusion 
Overall the LBG model and its stakeholder-view have been positively embraced for art, design 
and architectural projects, while little application of the SROI methodology has occurred. 
Without being adopted by experimenta, the SROI framework was proposed by the author as a 
useful way to grasp the economic value generated for Amorim as well as the cultural, social 
and environmental one. The next steps and challenges that cultural consultant will have to face 
are listed as follows: 
1) Mentality change: The sceptical mentality towards cultural impact measurement has to be 
left aside so that data collection systems can be set up more widely. There are several recent 
and ongoing research initiatives working to better assess artists' contributions to society on 
a number of fronts – education, economic development, social capital, and civic engagement 
among others (Jackson et al., 2018)[40]. The SROI approach, seen above, recognizes that the 
cultural agents don’t operate in a vacuum.  
2) Good outcomes data, record keeping and indicators: To enable the SROI analysis to be 
carried out, good outcomes data are both necessary and initially challenging to capture. 
Involving stakeholders helps cultural consultants to know the strength and weaknesses of 
their activities so that more remarkable outcome indicators are built.  In the Amorim 2020 
case, the main stakeholder would be The Amorim Group, but other relevant are the 5 
participating architects, the local authorities in New York and its city dwellers and the 
involved university (Appendix 20). Ideal would be to mix indicators that are subjective (or 
self-reported) and objective to complement each other. Good record keeping is also essential 
since the SROI report needs to document the decisions and assumptions made along the 
calculations. If good record keeping is incorporated into the everyday activities and the right 
information is in place, it is easier and more cost-effective to conduct a forecasting SROI 
analysis first and an evaluative one afterwards.  
26 
 
3) Monetisation: while monetization may seem initially daunting, practice and widespread 
standards will improve and order the financial proxies to adopt. 
4) Overall analysis: investors like Amorim should be educated on the importance of putting 
the ratio in the context of the overall analysis to make decisions. The SROI report has to be 
consistent and calculations robust and accurate to create accountability.  
The proposed template might represent a significant step in the sector's evolution, making 
possible to move towards comparable impact assessments and take better informed investments 
decisions. It can also be relevant for cultural consultants as experimenta to become better 
internally managed, to engage stakeholders and ultimately to maximise the cultural value 
produced.  
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